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Abstract of

INFORMATION TECHNOLOGY: THE FOCUSED LOGISTICS ENABLER

Joint Vison 2020 cdls for atransformation in military capabilities to support U.S. globd
interests. Thefal of the Soviet Union and the rise of terrorism accent the need to reshape our
forces for maximum flexibility in an uncertain environment.

Focused Logigticsis one of the four primary capabilities that must be developed to
meet the chalenges of the future. An evolution in logistics processes, Focused Logistics will
provide the resource management backbone for future military operationd planning. In order to
develop this capability, the following challenges must be addressed: joint deployment and rapid
digribution, information fuson, multinationd logitics, agile infragtructure, and joint thester
logigtics management. The development and integration of information technology isthe key to
addressing these chalenges and creeting a fina Focused Logigtics solution that enhances the

operationa commander’ s ability to successfully direct the joint force of the future.
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“Themore | see of war, the more | realize how it all depends
on administration and transportation... A real knowledge of
supply and movement factors must be the basis of every
leader’splan.” *

Therise of terrorism, the fdl of the Soviet Union, and the congtantly changing landscape
of internationa politics fues uncertainty about future adversaries.  This uncertainty complicates
the shagping of our armed forces. Joint Vision 2020 identifies Dominant Maneuver, Precision
Engagement, Focused Logigtics, and Full Dimensiona Protection as the four capabilities crucid
to military successin mesting future challenges? Of the four capabilities, Focused Logistics
addresses supply, movement, and other resource management factors essentia to military
effectiveness.

Focused Logigticsis defined as "The fuson of Information, Logigtics and Acquisition,
and Trangportation technologies to provide rapid crisis response; track and shift assets while en
route; and ddliver tailored logistics packages and sustainment directly at the Strategic,
operational, and tactical levels of operations® An evolutionary concept, Focused Logistics will
provide the resource management backbone for future military operationa planning.
Technology is the common factor that will facilitate the successful integration of the various
elements of Focused Logidtics, resulting in agreater leve of logidtics efficiency. While
information technology will more efficiently link al facets of the logitics process, the operationd
commander will need to determine how best to incorporate it for the grestest benefit. Whilea
theater-level joint logistics command and control (C2) organization could provide oversight to

the logistics process, the evolution and integration of information systems will obviate the need

for such an organization. Therefore, | believe that the proper development and application of



information technology is the sngle most important chalenge for redizing the Focused Logistics
capability for 2020 and cresting an advantage for our military forces.

In order to demondrate the vdidity of thisthes's, background information will be
provided on the Focused Logistics chalenges as promulgated in Joint Vison 2020. These
chdlenges will be addressed individually with their respective information technology
implications. Further discusson will showcase successful advancesin logigtics capabilitiesin line
with the goas of Focused Logistics. Findly, recommendations and conclusons will be drawn
from the study that demongtrate how information technology development will achieve the
Focused Logigtics capability envisoned for joint force operationsin 2020, without radicaly
adtering the theater C2 organization.

Focused L ogistics: Developing the Capability

To properly frame the devel opment requirements for Focused Logigtics, potentid
adversaries must first be assessed. Joint Vison 2020 anticipates that adversaries will take
advantage of the global commercid industrid base and much of the same technology employed
by our own forces Further, potentid adversaries will attempt to use any options available to
them, including Wespons of Mass Destruction and other asymmetric means, to creste
conditions that effectively counter our military capabilities® Since technology and industria
resources in and of themselves will work effectively for both the U.S. and its adversaries, we
must seek another avenue to create an advantage for our forces. Joint Vision 2020 states that
this advantage will “come from leaders, people, doctrine, organizations, and training that enable

us to take advantage of technology to achieve superior warfighting effectiveness.”® Focused



Logigtics development must follow this prescription for creeting an advantage for our armed
forces.

Joint Publication 4-0 highlights the chalenges of Focused Logigtics that will impact joint
planning and logigtics effectivenessiin the future. For the purposes of this paper, the most
important of these chdlenges are: joint deployment and rapid ditribution, information fuson,
multinational logistics, agile infrastructure, and joint theater logistics management.” Military
organizations are making sgnificant stridesin these areas; successin addressing the
shortcomings will determine the ultimate effectiveness of Focused Logigtics for the warfighter.

The Challenges of Focused L ogistics Development

Joint deployment and rapid distribution: This chalenge involves the movement of
joint forces into an area of operation, and the associated movement of materia in support of
those forces® The emphads, as denoted in thetitle, is on speed. Full employment of strategic
arlift, sedift and commercid sources of trangportation will facilitate rapid deployment and
sustainment of forces. The U.S. Transportation Command (USTRANSCOM) holds the
respongbility for coordinating this strategic movement as well as development of associated
joint doctrine. USTRANSCOM executes the strategic lift mission through its component
commands. The Air Mohility Command provides the drategic airlift, the Military Sedift
Command does the same from the sea, and the Military Traffic Management Command
provides additional commercia sea services aswell as other functions.

Improved information networks are needed to enhance these transportation capabilities

and accderate ddivery of resources. Additionaly, these information sysemswill potentialy



accelerate resource movement between operationa areas, and provide a capability to deploy
and sustain military forcesin immature thesters®

Information fuson: Thisinvolves“the timey and accurate access and integration of
logistics data across units and combat support agencies throughout the world, providing reiable
asset vighility and access to logigtics resources in support of the warfighter.”*° The Global
Combat Support System (GCSS) is a manifestation of information fusion.** GCSS enhances
interoperability through asingle platform for asset status across the services. 1n support of
Focused Logigtics, the GCSS will provide a common interface for information access to the
warfighter and supporting organizations. Ultimately, thiswill result in anear red-time picture of
resources in the logistics pipdine a al leves of activity in the combat spectrum. Informeation
fuson is highly dependent on Automated Data Processing (ADP) infrastructure, information
accuracy and avalahility.

Multinational logistics: In the foreseegble future, conflict with potential adversaries
will most likely involve codlition partnersin acombined effort.™? Integrating our logistics
functions with those of other nations is a daunting chalenge which must be examined to take
advantage of combined combat power. Focused Logistics doctrine seeks to achieve “equitable
burden sharing among nations, operationd efficiency, areduced multinationd footprint, stronger
regional contact, and reduction in the costs of international peace operations.”*® Political and
military leeders will need to jointly develop the framework through which our military forces will
coordinate with other nations when tranditing from peace to a conflict environmen.

The United States continues to lead the introduction and development of enhanced

logistics systems for better support to the warfighter. Potential codition partners do not employ
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the same levd of innovation in their systems. For example, thereis a“growing disparity in
combat capability between European and U.S. forces,” * that potentialy complicates
multinationd operations. Despite this difficulty, integrating multinational cgpabilities with our
own will generate valuable operationd benefits for the military commander. Utilizing
multinationd logistics capabilities will reduce demands on the United States to provide full
support of forces from organic resources, and can lead to Sgnificant cost savings aswell as
reduced logistic force structure in the operationd area.™

Agileinfragtructure: The DoD maintains between 20 and 25 percent more facility
infrastructure than needed to support its forces-—-at an annual excess cost of $3 to $4 billion.*®
Reducing these costs not only makes financia sense; it dso fdlsin line with the reduced
footprint god of Focused Logidtics. Footprint reduction involves the right-szing of inventories,
forces, facilities and equipment. In terms of material management, this reduction represents a
shift from a*just in casg’ resource scenario to leaner, right-sized levels. Such right-szing must
be carefully implemented so as not to decrease readiness. Focused Logistics will replace the
reassurance of a stockpile with the reassurance of effective “just intime’ response to
replenishment requirements. If Focused Logigticsis to succeed in forward-deployed aress,
information systems must accurately depict resource availability in-thegter.

The right-zing of inventories presents a difficult obstacle for the operationd
commander. Forward deployed bases typicdly house materid owned by the Defense Logistics
Agency aswdl asitems owned by the specific services. This Stuation requires that
coordination for inventory levels be completed by both service-specific and DoD planners.

Operationa commanders will need to rethink their readiness requirements in order to right-size
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inventories. Therefore, information systems will need to provide a common picture of dl
materid from dl the services Actud fadilities management will require modification in line with
inventory reductions. Fecilities will need to support the ingtdlation of ADP equipmernt,
associated materid identification systems, and any other systemsthat are associated with the
shift out of the “just in casg’ inventory modd.

Joint theater logistics management: Focused Logigtics doctrine amsto optimize
current logitics practices through the synchronization of dl logistics support efforts in-thegter,
with the objective of providing rapid, timely delivery of forces, materid and sustainment to the
CINC.' Information systems will support this effort by providing the CINC with data that
factors into the synchronization process. The effectiveness of information systems holds
implications for command and control of logistics a the theeter level aswell. This subject will
be addressed in the “Conclusions’ section of this paper.

Significant Advancesin Support of Focused L ogistics Development

I nformation technology: Much of the improvement in logistics processes comes from
the advancesin information technology. The integration of dl the associated information
subsystems and the follow-on dissemination to commanders and support agencies will provide a
common picture of information regarding the disposdition of resources. Such information is
crucid to planning, particularly in acrigs environment. Severa programs have been ingtituted to
trigger unprecedented flow of information to the warfighter and supporting inditutions. Two of
the most important programs to support information fusion are the Globa Transportation
Network (GTN) and the Joint Totd Asset Vighility (JTAV) program. These systems form the

foundation to develop information fusion required for the GCSS.
6



The GTN is aweb-based information tool managed by USTRANSCOM .* Itisan
automated command and control information system that supports the family of transportation
users and providers, both Department of Defense (DoD) and commercid, by providing an
integrated system of in-transit visibility information and command and control capabilities.™
Information is uploaded to the system from various government and civilian agencies and may
be queried by any authorized organization. Thisinformation is highly useful to the operationd
commander in peace and war, and for planning Joint Reception, Staging, Onward movement
and Integration. GTN accepts, integrates and displays shipping information from DoD and
sarvice-gpecific information systems, Federd Express, Emery Worldwide, and many more
government and commercia sources®

JTAV provides CINCs, services and DoD components with timely and accurate
information on the location, movement, Satus, and identity of units, personnd, equipment, and
supplies® JTAV gathersinformation on the identification, quantity, condition, location,
movement and status of materia units, personnd, equipment and supplies anywhere in the
logidics pipdine a any time. The In-Trangt Vishility (ITV) capability provides information on
materia moving within the transportation pipeline. GTN suppliesITV for the supported
trangportation systems.

Intertheater transport: USTRANSCOM has added significant capability to its
dready impressve intertheater seaand air lift assets by partnering with third-party entities
providing specific movement services. The “Category A” program is a contract with
commercid arline companies that provides per-pound cargo movement services to and from

overseas locations?? The Patriot Express contract smilarly provides for commercid airlift of
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personnd aswell as cargo.”® The World-Wide Express (WWX) contract ddlivers high-priority,
non-hazardous packages weighing less than 150 pounds from vendors to overseas Aerid Ports
of Debarkation.?* Information on resources within these pipelines is accessible through the
GTN, JTAV, and other information platforms. These services, coupled with the strategic lift
capability of USTRANSCOM, provide operationa and tactica level planners with amultitude
of options for materid movement.

While there isa solid foundation for asset vighility a the intertheeter levd, problems
occur once materid arrivesin theater. TAV depends on automated input devices to update the
database. ADP infragtructure is relatively week at the intratheater level.” For example, in
EUCOM, thereisvery little intratheater TV despite widespread access to the GTN and JTAV
programs.®® Furthermore, thereis no visibility over itemsin trangt sheds?’ This problem is
further compounded by the limits of organic intrathester lift assets. For example, despite
successful implementation of USTRANSCOM’ s WWX program, it is not a true door-to-door
program. The commercid carrier deliversits cargo to acentrd military receiving point.
Materid is then delivered to units, however, some materid remainsin a transshipment mode.
Organic assets must then be employed to move materid to its ultimate destination. The lack of
intratheater vighility of materid compounds the problem of moving materid with organic lift.
Aircraft load planners at the nodes where materid is staged for onward movement suffer from
the lack of materid vishility; their load plans may not account for dl materid that could be
loaded for aparticular misson. While third-party trangportation greetly assstsin getting high

priority materia into the theater, care should be taken to avoid an increased burden on scarce



intretheater trangportation assets. Greater vighility of materia will facilitate the optimization of
intratheater transport.

Recommendations

Highest priority: Information fuson isthe critical enabler for the Focused Logistics
concept. Therefore, building TAV capability must be the firgt priority. Two of the primary
concerns are closing the gaps in asset vighility, and finding away to solve the problem of
stovepiped requistioning systems between the services. Geographica CINCs must work to
bolster their ADP infragtructure to facilitate information flow. Additionaly, no matter what
condition data processing infrastructure enjoys, systems development amed at collecting data
for TAV mus griveto achievetotd coverage of al assats. JTAV is cgpable of recelving data
from the GTN, but GTN does not currently have totd coverage of materid moving in dl
theaters®® Further development of the source systems feeding GTN and JTAV will lead to
greater coverage of information to levels required for Focused Logidtics.

Closdly related to data gathering difficultiesis the presence of stovepiped requisitioning
and inventory management programs. Standardization of information must be achieved if true
TAV will beredized. Service-specific logistics management programs complicate
dandardization efforts. This obstacle may be overcome through further development of the
philosophy currently employed in JTAV processes. JTAV is capable of recelving information
from amultitude of sources. It isdesgned to take input from each service-gpecific requistioning
program and incorporate it into its database. This iminates the problems associated with the
introduction of a standard, joint logistics management program which would require radica

changesin each of the services. Devising the centrd “box” that takes input from al the sources
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preserves sarvice-specific systems and expertise while providing stlandardization through a
common information exchange platform. This information would provide the operationd
commander acommon, al-service picture of resource disposition that can be used in
operationd planning for joint effortsin theeter.

Supporting transformational steps: Develop doctrine that gives direction for
achieving an agile infrastructure. Footprint reduction and the resulting trangportation and
financid benefits will only be achieved through guidance and agreement on how resources are
digtributed. USTRANSCOM is currently executing a study that will answer many of these
questions. Their Strategic Digtribution Management Initiative (SDMI) program will andyze
“current distribution requirements, processes, and systems associated with integrated
distribution management.”? The SDMI study will produce results regarding acquisition,
dtorage, digtribution, and transportation practices that will directly influence the progression of
the Focused L ogistics capability.

Effective multinationa considerations may aso lead to reducing the footprint of logistics
inthe various theaters. While there are severd aspects of multinationa cgpabilities that should
be addressed, the best place to start with regard to Focused Logistics is deciding how our
technology and process improvement initiatives will interact with the capabilities of other nations.

Serious thought should be given to increase sharing of our technology, particularly TAV-rdated
items, with our international partners. The incorporation of our technologies with foreign
infrastructure, particularly in forward deployed areas, will provide operationd commanders
gregter flexibility with the pogitioning of assats, aswell as preserving a standing rdlationshipin a

crigs action circumstance.
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Aligning fadilities, technology and infrastructure will dso have ramifications for the
workforce. Smaller, smarter inventories imply smaller and smarter workforce requirements.
Workforce changes are dways a difficult and sensitive subject. Therefore, operationd
commanders will need to plan for arecapitalization of the workforce. New sKills associated
with atechnology-driven system will be a requirement for personnd operating at operationd
and tacticdl levelsin the thester.

Conclusions

Basad on this study of Focused Logigtics challenges, the key to achieving an effective
Focused Logigtics system for 2020 lies with addressing information systems capabilities across
the full spectrum of the logistics pipdine. Having the right information results in gaining the
operaionad commander’ s confidence that the syslem will actudly work as advertised and
sgnificantly enhance operations; there would be no reason to support a Focused Logigtics
package without an gppreciable benefit.

Focused Logigtics will create aforce multiplying effect from the advantagesiit provides
in the context of operational factors. The first factor that Focused Logidtics affectsistime. A
right-sized infrastructure will enjoy srategicaly tuned inventories to support operaions in peace
and conflict. Asset availability will affect the factor of space and force on the battlefidd; the
faster we are able to properly equip our forces, the greater our advantage in dictating space on
the battlefield. Focused Logigtics ddivers this advantage through agile infrastructure,
trangportation capability and complete knowledge of the disposition of assets. Furthermore,

Focused Logisticswill give us greater ability to manage the logistical agpect of culmination
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paints® by giving us the tools to track resource usage and determine where and when to
replenish.

A lack of confidencein processes of the past generated fears that faults with the
logigtics system would result in a degradation in combat capability. Desert Storm illustrates the
classc example of operationd commanders lack of confidence in logigtics systems.
Commanders sought to overcome the drawbacks of logistics systems by submitting multiple
versions of the same requirement to increase their chances of having the materid they needed.

“(During Desert Sorm) assets were requisitioned several times when
the same or like items could have been made available within the
theater. The result was delays in satisfying the requirement, significant
additional transportation costs incurred, and possibly delaying the
movement of still more cargo causing bottlenecks throughout the entire
process.” &

The success of Focused L ogistics depends upon removing this type of averson to
logigics sysems. The critical path to gaining this confidence lies with the design of information
systems that will give the warfare commander and steff total vishility of assets. The red-world
example above demonstrates common themes about the logistics system as it operates today.
Inadequate visbility of requisitions and status crestes problemsthet affect dl levels of the
process. These problems will be avoided with complete TAV. In Desert Storm, asset vigbility
would have solved two problems. Firgt, once an asset was requested, visibility would have
precluded any multiple ordering of materid. The only necessary mulltiple orders would have
been placed as aresult of some event (loss, re-direction to amore critica area, etc.) that

required a new requistioning action. This information would have been available throughout the

TAV spectrum, resulting in the ability of both customer and supplier to recognize the need for
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reordering the asset. Secondly, TAV would have derted logisticians that materid to fill the
requirement was aready in theater. Naturdly, thiswould have reduced process action time
through assets dready in place for digtribution to the warfighter.

Had theater commanders possessed the information regarding those in-theater assets
and avoided ordering materia from outside the thegter, the transportation pipeline would not
have been unnecessarily tasked. Of course, the supported commander’ s needs are paramount
inaconflict. However, commanders can help themsdves by maximizing the efficiency of ther
supporting units, particularly their transportation assets.

Despite JCS doctrine advocating a theater-level C2 organization to overseejoint
logistics operations, Focused Logistics will work without aradical changein C2 composition.
The JCS advocates alogigtics C2 organization to handle operationa logistics. They are
exploring the feasbility of a“sngle in-theater joint logigtics organization whose misson would be
to synchronize, prioritize, direct, integrate, and coordinate common user and cross-service
logistics functions”* In this vein, it has been argued that anew C2 structure that controls al
theater requigitions and digtribution will diminate redundancy in requisitioning actions between
the services™

A theater-level C2 organization does not solve the problem of lower-echelon
commanders ordering duplicate requirements, nor does another reviewing authority indill
confidence in the cgpabilities of atrue Focused Logigtics system. Such a C2 organization would
act more as a“policeman” to stem the flow of redundant requirements, while adding time and
another stage in the process where error may occur. The Director of Transportation, US Naval

Forces Europe bdieves such an organization “....would not only dow down the pipdine, but
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aso add alot of follow-up workload on the requisitioning activities”* If ITV and information is
avallable to lower-echelon commanders, they will have the confidence that their requirements
are being met, and will not duplicate orders to ensure they get a least the minimum required
amount of what they need. A senior supply officer recently operating in EUCOM agrees.
“What we don't need is another organization to idiot-proof the process. We do need good
vighility by the requigitioner for status and more importantly, vishility by the existing
transportation organization to support decison-making... In the end getting the materid to the
customer is more important than telling him stuff he has no control over.”® If Focused Logistics
is properly developed and operationd commanders enjoy totd vighility of their assets, anew
C2 organization & the theater level will not be needed to handle the requirements review. The
exising C2 will be able to make those and other logistics decisonsin an information-rich
environment covering dl the services.

Robust TAV through an integrated information package is the key to achieving an
effective Focused Logigtics capability in support of our military forcesin 2020. Asset vishility
a tacticd aswdl as operationd levels will create a self-synchronizing environment where shared
information leads to better resource management from theeter to theater, while reducing
unnecessary burdens on intertheater and intratheater transportation assets. The operationa
commander will therefore be free to concentrate on operationd planning with the confidence
that the Focused Logistics system effectively delivers required resources to the operationd and
tacticd levels of operations.

Joint VVison 2020 describes the transformation of military capabilities thet will modernize

our forcesinto one that is “faster, more lethal, and more precise in 2020 than they are today.”*°
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In order to build this force of the future, strong and flexible logistics capabilities must be
developed to operate efficiently in an uncertain international environment. Focused Logidtics
gives the operationd commander a high degree of flexibility to build and sustain forcesin
support of our policies. Further development of informeation technologies will enable Focused
Logistics to help synchronize the joint military effort. Through systems that consolidate service-
gpecific information, link that information throughout the logistics pipeline, and provide the
operational commander a common picture of resource availability, Focused Logistics will
provide aleve of sustainment and resource digtribution that will put our military forcesin the

best possible position to succeed across the entire range of military operations in the future.
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